This study investigated the relationship between demographic factors (age, tenure and level of education) and organizational commitment. The data was collected from the knitwear organizations in Lahore and Faisalabad, Pakistan. Five set of questionnaire per organization were distributed to assess the perceived employees' commitment through self reported Organizational Commitment Questionnaire (OCQ) and biographical factors form. The results of the data showed that length of service is significantly associated with organizational commitment, whereas, education level is negatively correlated with organizational commitment. Furthermore, no significant correlation was found between organizational commitment and age. The results of this study also showed that the managers and the supervisors are more committed than the workers. The findings suggested that top management might be able to increase the level of commitment in the workers by increasing employee satisfaction with compensation, policies, training, and working conditions. Furthermore, managers can increase organizational commitment by communicating that they value employees' contribution and that they care about employees' well being.
Introduction
Organizational commitment is the degree to which an employee identifies with the organization and wants to continue actively participating in it (Newstrom, 2007) . Organizations, however, are complex and made up of number of divisions each with their own agendas and goals. Commitment can therefore be directed at specific aspects of a person's job such as department, the location, and trade unions (Mathewman, Rose & Hetherington, 2009 ). Swailes (2002) suggested the four bases of organizational commitment. Table 1 , presents the summary and contrast of the four bases of organizational commitment.
Organizational commitment has been extensively researched; however, the relationship between demographic factors and attitudinal commitment has not been fully explored (Mathieu & Zajac, 1990) . In this paper, the relationship between demographic factors (age, education and tenure) and attudinal commitment is exposed in the Pakistani Knitwear Industry.
Behavioural perspective
Early researchers (Alluto, Herbiniak & Alonso, 1973; Angle & Perry, 1983; Becker, 1960) have focussed on a behavioural definition of commitment. They explained organizational commitment as a binding of the individual to behavioural acts. Becker (1960) argued that an individual acts in a committed manner because previously extraneous situational factors have become agents of influence or 'investment' in the individual's present actions. This theory was later rejected by Ritzer & Trice (1969) and Aranya & Jacobson (1975) . However, Angle & Perry (1983) affirmed Becker's Behavioural Perspective. Alluto et al (1973) expanded the Becker's theory of 'side-bet' (See Note 1) and included the notion of the 'investment' in this theory. After the rejection of this theory, researchers focussed there attentions on the attitudinal commitment.
Attitudinal perspective
2.2.1 Mowday, Porter and Steers (1982) Model Commitment (Attitudinal Commitment), to an organization involves three components: (a) a strong belief in and acceptance of organizational goals and values, (b) a willingness to exert considerable effort on behalf of the organization, and (c) a strong desire to maintain membership in the organization . Research on organizational commitment has been examined primarily in relation to labour turnover (Ferris & Aranya, 1983; Hom, Katerberg & Hulin, 1979; Huselid & Day, 1991; Mowday, Steers & Porter, 1979; O'Reilly & Caldwell, 1980; Wiener & Vardi, 1980; Steers, 1977; Stumpf & Hartman, 1984) .
Meyer and Allen (1997) Model
Meyer and Allen (1997) view organizational commitment as a 'three component' concept. The three components in their model are 'Affective', 'Continuous', and 'Normative'. The affective commitment describes the emotional attachment an individual has with the organization, their identification with the goals and values of the organization and the level of their involvement (Zanagro, 2001 ). Affective commitment is taken as a construct closely related to identification (Bergami & Bagozzi, 2000) . Continuance commitment is based on the cost that an employee associates with leaving the organizations, such as reduction in pay, pension, benefits, or facilities (Herbiniak & Alluto, 1972) . Normative commitment is associated with employees' feelings of obligation to continue employment due to the work culture and other socially accepted norms (Weiner & Gechman, 1977) . The less common approach to viewing commitment is in terms of obligation. Of the three components least is known about the development of normative commitment (Meyer & Allen, 1997) .
Organizational Commitment Empirical Review
The majority of researchers have treated organizational commitment as a dependent variable in their studies (Morrow, 1983 in DeCotiis & Summers, 1987 . For instance, Steers (1977) examined the relationship between work related variables as antecedents of climate (group attitudes, organizational dependability, and personal impact) and organizational commitment. This study was carried out among 382 hospital employees, 119 scientists and engineers.
The relationship between organizational commitment and other outcomes has also been examined in developing countries. For instance, Ahmed & Alvi (1987) surveyed 1116 employees in various organizations of Pakistan. Exchanged-base variables included wage, job, security, union affiliation, tenure and type of organization. They found that interested work, task identity, peer's friendliness, and authority turned out to be factors that had a significant positive influence on commitment. They also confirmed that any organization which fulfils its workers' psychological needs, along and provides a better working environment enhances their commitment.
Another study was carried out by Khaleque & Rahman (1987) to measure overall job satisfaction of industrial workers in Bangladesh. This study was designed to 1) measure the overall job satisfaction of industrial workers; 2) determine the influence of some personal factors and job facets on the overall job satisfaction of the workers; and 3) evaluate the perceived importance of some facets on the overall job satisfaction of the workers. They found that some specific aspects of jobs, such as good relations with peers, convenient work scheduling, good working environment, and a job security had stronger influence on job satisfaction and commitment.
Demographic factors such as age, tenure, and education level have been associated with organizational commitment (Abdulla & Shaw, 1999; Chughtai & Zafar, 2006; Dodd-McCue & Wright, 1996; Luthans, McCaul & Dodd, 1985; Morrow, 1993; Salami, 2008) ; however, Mathieu & Zajac (1990) and Weidmer (2006) in Salami (2008) found that demographic factors were not significant predictor of organizational commitment.
Viewing commitment as an affective or emotional attachment to an organization is the most common approach in the literature to studying commitment . The present study was delimited to using primarily the attitudinal perspective of commitment. Present study is an inquiry into the attitude and perception which employees have towards commitment in Pakistani knitwear industry.
Purpose of the Study
The main purpose of this study is to investigate the relationship between demographic factors and organizational commitment within the Pakistani knitwear industry. Pakistan knitwear industry was chosen as it is highly labour intensive and contributes 60% in the economy of Pakistan. Above all, the best suited to test these variables (Demographic and attitudinal commitment) in this study. Pakistan was mainly based on agrarian economy. Since its independence in 1947, Pakistan has been able to transform itself to a large extent, from a completely agrarian economy to a fairly developed techno-industrial base (United Nations Economic and Social Commission for Asia and the Pacific publications, 2002). However, The knitwear industry in Pakistan is fast losing its benefits in lower raw material, financial incentives and post WTO regime (Anonymous, 2006b); monetary, product mix, quota, technology and human resource issues (Noshab, 2006) . Apart from the other issues labour situation is quite crucial and needs thorough attention.
Many organizations in Pakistan hold the traditional view that technical excellence is the primary key to achieve business successes. The relatively low emphasis on all other forms of employee training demonstrates an unwillingness to teach other part of the business (Saigol, 1998 ).An abundance pool of labour does not mean anything if it is not developed and trained to face the new challenges. Akhtar (2006) suggested that in going forward to implement the real vision, Pakistan should plan to raise its investment in infrastructure and human resources, as shortcomings in these areas are now hurting Pakistan's industrial and export competitiveness.
Other objective of this study is to explore the significance difference in perceptions of three Ranks/Job categories i.e. managers, supervisors, and workers for organizational commitment in the Pakistani knitwear industry. Furthermore, here are many justifications for this study:
1) The literature suggested a relationship between Personal/demographic and organizational commitment but with a corresponding lack of evidence. The relationships, between demographic factors and organizational commitment have not been adequately explored.
2) It was found that very limited research had been conducted that established relationship between demographic factors and organizational commitment in Pakistani context, and none of the research found was conducted in Pakistani knitwear context. So there is need to gain understanding about predicting factors for organizational commitment in the Pakistani knitwear sector.
So, there is need to gain understanding about predictors of organizational commitment among Pakistani workforce.
Hypotheses
In order to achieve the purpose of this study, the following hypotheses were tested:
Demographic Factors:
5.1.1 Age Some researchers found a significant and positive relationship between age and employees' commitment. For instance, Mathieu & Zajac (1990) found that age is significantly associated with organizational commitment. Sommer, Bae & Luthans (1996) confirmed the previous finding and noted that the organizational commitment among Korean employees increases with age. Researchers suggest that older workers are likely to experience higher level of commitment (Abdulla & Shaw, 1999) . This finding may be due to the fact that older people at workplace lower their expectations to more realistic levels and adjust themselves better to their work situations (Newstrom, 2007) . Therefore, the following hypothesis is proposed:
Hypothesis 1: Employee's attitudinal commitment is significantly and positively associated with demographic factor (age) in the Pakistani knitwear industry.
Level of education
Level of education is another demographic factor that has been related to organizational commitment. Steers (1977) found that level of education was negatively related to organizational commitment. Similarly, Mathieu & Zajac's (1990) meta-analysis confirmed this relationship and found that the relationship was significantly stronger but negative for attitudinal commitment. Highly educated individual may have less commitment since they may have other opportunities of employment. So, it is assumed that:
Hypothesis 2: Employee's attitudinal commitment is significantly and negatively associated with demographic factor (education level) in the Pakistani knitwear industry.
Organizational tenure (length of service)
Commitment is usually stronger among long-term stay employees (Newstrom, 2007) . Meyer, Herscovitch & Topolnytsky (2002) found a significant and positive relationship between organizational commitment and organizational tenure. They further suggest the possibility that the longer a person works in an organization and the older they become their feelings of responsibility for outcomes relevant to them also increases. Salami (2008) also identified a positive and strong relationship between organizational tenure and organizational commitment. Therefore, the following hypothesis is proposed:
Hypothesis 3: Employee's attitudinal commitment is significantly and positively associated with demographic factor (Tenure) in the Pakistani knitwear industry.
Addition to this, past research (for instance, Bridges and Harrison, 2003) indicates that employee perceptions are an important factor for predicting organizational commitment. Perception varies a lot from time to time, place to place and person to person. Therefore, following hypothesis is proposed to study employees' perceptions.
Hypothesis 4:
There is a significant difference in perception of employees' categories for organizational commitment in the Pakistani knitwear industry.
Method
The present study is a relationship based research in that it attempts to establish a correlation between personal factors (Age, tenure and education level) and organizational commitment in the Pakistani knitwear industry. This study was carried out in Pakistani knitwear units located in Lahore and Faisalabad. The study was conducted in the form of self-administered surveys (questionnaires). Research design is the structure of research that links the empirical data to be collected to the study's initial research questions and ultimately to its conclusions (Yin, 1994) . A demographic questionnaire was administered and incorporated the following items, Age, job category (manager, supervisor and worker), length of service and education level. In order to explore the significant difference among the perception of employees (Hypothesis 4), only job category item was selected for this study.
Sample
The population of knitwear units for this study was obtained from the 'Member directory published by Pakistan Hosiery Manufacturing Association' (Anonymous, 2006a) . A sample consisted of about 100 knitwear units with the help of systematic random sampling (SRS) from the population of 432 organizations in Lahore (235) and Faisalabad (197) . After a couple of reminders and visits, 415 questionnaires from 85 organizations were returned. Of the 415 questionnaires 353 were found to be valid, which is a useable response rate of 83%. Of the 353 respondents 117(33%) managers, 142 (40%) supervisors and 94(27%) workers, this shows a good representation of staff. Furthermore, 60% respondents were below 30 years. 26% of supervisors were under the age of 30. But with only 3.2% falling in the 50-59, and 60 and above years of age categories, above 50% employees sample had School certificate (O-levels) qualification. Finally, 87% workers have less than ten years working experience.
The knitwear sector in Pakistan is highly compact and simple in terms of structure and location and in most of the organizations general managers and higher authority have direct interaction with supervisors and workers. Participation was voluntary and confidentiality was guaranteed. Questionnaires (Organizational commitment Questionnaire and Demographic questionnaire) were contextualised in the Pakistani environment and translated in Urdu language (National language) and then in English. The Urdu translation was undertaken by an eminent faculty member of Punjab University Lahore, Pakistan.
Measures
There were two parts of questionnaire: 6.2.1 Basic Demographics A demographic questionnaire was administered and incorporated the following items, age, job category (manager, supervisor and worker), length of service, and education level. Age was measured in five categories, from 1 (less than 29 years) to 5 (60 and above). Education level was coded in eight categories, 0= 'Others', 1= 'Primary', to 8= 'University degree'.
Organizational Commitment
Mowday et al. 's (1982) Organizational Commitment Questionnaire (OCQ) is used to measure employees' commitment to their organizations. The internal consistency reliability (Cronbach's alpha) for OCQ in this study was 0.863. This instrument measures attitudinal commitment, and consists of 15 items (six statements were negative). Examples of these items are: "I am willing to put in a great deal of effort beyond that normally expected in order to help this organization to be successful", "I talk up this organization to my friends as a great organization to work for", "I am extremely glad I chose this organization to work for over others I was considering at the time I joined". A five point scale ranging from 1 (strongly disagree) to 5 (strongly agree) was employed. Scores on the 15 items were averaged to yield a summary, score reflecting organizational commitment.
Results

Descriptive Analyses
Section I of the survey yielded demographic information on the sample being studied. Of the N=353 respondents 117(33%) managers, 142 (40%) supervisors and 94(27%) workers (see Table 2 ), which shows a good representation of staff.
According to Table 3 , respondent were quite evenly spread across the age groups. 60% respondents were below 30 years. 26% of supervisors were under the age of 30. But with only 3.2% falling in the 50-59, and 60+ years age categories. The age ranges from 18 to 65 years. Table 4 shows the data on education level and job category. 26% of the respondents had university degrees and of that 26%, 21 % were managers. Above 50% employees sample have college (O-levels) qualification. Table 4 shows the data of length of service of respondents. 66% employees have less than 5 year tenure in the organizations. In general 87% workers have less than ten years working experience.
Correlations
Results on Table 6 show significant positive correlation between organizational commitment and length of service (r=.16, p<0.01), hence, Hypothesis 3 is supported. Result also reveals that a negative correlation between education level and organizational commitment (r=-.10, p<0.05), Hypothesis 2 is supported. No significant correlation found between organizational commitment and age, therefore Hypothesis 1 is not supported.
Analysis of variance (ANOVA)
One way ANOVA was conducted to determine any significant difference among the three groups of employees' job levels in their perceptions of organizational climate. The Table 7 shows the results for organizational commitment.
Findings from the analysis of variance tests, as shown in Table 7 , revealed that there were significant differences among the three groups regarding employees commitment on the statement 'proud to tell others about their organization' (f (2, 350) = 3.072, p=0.048), 'Little change in their circumstances' (f (2, 350) = 12.931, p=0.000) and 'not much gain from this organization' (f (2, 350) = 6.798, p = 0.001).
A significant probability for ANOVA indicates that at least one pair of means was different. Thus, Hypothesis 4 is supported. To determine which pairs of means were different, the Tukey (HSD) post-Hoc test was conducted.
A Tukey (HSD) post hoc test (See Table 8 ) was used to determine the significant differences in groups regarding the organizational commitment in terms of proud to tell others about their organization. The results showed that there was significant difference between the mean of supervisors (M = 4.34) and the mean of workers (M = 4.01). However, the mean of managers (M = 4.17) did not show statistical difference either with supervisors or workers. In this case, supervisor had higher mean than managers and workers.
Results of Tukey (HSD) post hoc for little change in their circumstance, indicated that there were significant differences between the mean of supervisors (M = 3.43) and the mean of workers (M = 2.84) and between the mean of workers and the mean of managers (M = 3.61). In both instances, managers had a higher mean, than, that of supervisors and workers. However, there was no statistically difference in the mean of managers and supervisors.
For the statement 'no much gain from this organization' the results of Tukey (HSD) showed that there were significant differences between the mean of managers (M= 0.025) and the mean of supervisors (M= 2.44) as well as the mean of workers (M= 2.23) and the mean of managers (M= 2.85). In both instances managers had a higher means than supervisors and workers. There was no statistical significance between supervisors and workers on 'no much gain from this organization'.
Discussion
The results from this study indicated that the some of the demographic factors such as length of service is significantly and positively associated with organizational commitment in the Pakistani knitwear sector. This finding is consistent with the finding of number of previous researchers who found length of service is correlated with organizational commitment (Mathieu and Zajac, 1990; Meyer et al., 2002; Newstrom, 2007; Salami, 2008; Steers, 1977) . They further suggest the possibility that the longer a person works in an organization and the older they become their feelings of responsibility for outcomes relevant to them also increases. This argument was further attested by Newstrom (2007) . He noted that the organizationally committed employees, in general, will usually have good attendance records, demonstrate a willing adherence to company policies, and have lower turnover rates.
This study has also shown that there is a significant negative relationship between the educational level and the organizational commitment; it confirms the previous studies (Glisson & Durick, 1988; Mathieu & Zajac, 1990; Mowday et. al., 1982) . This finding may be due to the fact that the highly educated people may have developed higher expectation from their serving organizations that it may not be able to adequately meet (Mowday et. al., 1982) . On the other hand, this finding also envisages that as employees acquire more education, management's view to the value of their educational achievement decreases. High levels of educational achievements are sometimes viewed as unnecessary for many positions in a knitwear industry.
No significant correlation was found between organizational commitment and demographic factor (age), this finding is in line with the work previous researchers (Chaughtai & Zafar, 2006; Weidmer, 2006 in Salami, 2008 . There are many explanations for this finding. One of the most significant problems facing the Pakistani knitwear industry is that of employee turnover, the sense of being an integral part of the organization.
During the data collection for this study, the researcher observed some very crucial issues in the knitwear industry particularly and textile mills in general are working conditions or environment. Working conditions were poor, below acceptable working standards. Workers were exposed to considerable health hazards, from air borne fibres, air-conditioning, floor conditions (open drains, chemicals/water and damaged floors) and excessive materials handling to and from the machines. The findings reveal that the concern given by the management to work risks is non-existent. Industrial safety and health management practices are non-existent. Although the management claimed that there were no significant work-related accidents, one wonders if the reasons for high absenteeism and labour turnover is ever analysed to determine the causes. Top management and policy makers should revisit their policies and should bring new drastic and dramatic reforms to avoid any further alarming situation in the Pakistani knitwear industry.
One of the objectives of this study was to examine the perception of employees towards organizational commitment. In order to explore the differences in perception among the three job levels, one-way analysis of variance (ANOVA) followed by Tukey's honestly significant difference (HSD) test was used.
Results indicate that (see Table 8 ) on the statement 'proud to tell others about my organizations', workers show less commitment than managers and supervisors. There could be several explanations for this finding. First, the knitwear industry is not a pay master and most of the workers hired are on a contractual basis. They are paid on the basis of their production (per unit rate). On the other hand, supervisors and managers are inducted as permanent employees. Secondly, strict hierarchical structures, unrealistic production targets, verbal abuse and in some cases assaults by supervisors, as well as poor working conditions, lack of rest times and lack of growth are a few of the problems faced at the work place. Thirdly, there seems to be no evidence of direct consultation with employees regarding skills/knowledge gaps. These employers are likely to provide only limited on-the-job training and in most of organizations it was observed that training was one of the lowest priorities of the employers. As the provision of inadequate equipment, lack of training and adverse working conditions has been shown to affect employee commitment and intention to stay with the organization (McGuire and McLaren, 2009 ). The main reason behind poor training procedures, as observed in most of the knitwear units are primarily, the unaffordable cost of releasing operational staff for further trainings.
During data collection, this issue was also discussed with top-management when it was asked from one of senior manager, he explained that
Top-management has no trust in their employees they feel that if we have sent any worker for further training then that worker would not come back or would ask for higher salaries on their return.
On the statement 'little change in my circumstance', workers had difference of opinion with supervisors and managers. Managers and supervisors believe changes in their circumstances. Same with other statement 'No much gain from this organization'. Workers and supervisors have different stances than that of managers. Most of the managers learn all the relevant skills in their jobs. Unfortunately, local institutions do not impart the right skills to their graduates. Most of educational institutes do not have any interaction with industry which results in most managers learning both technical and managerial skills on the job. This is also reflected in managers' responses.
Managerial Implications
In general, leadership (top management and senior managers) can be regarded as the driving force for organizations on the path of productivity. They can give the assurance of and commit themselves to modelling the desired behaviours combined with the values that need to be institutionalised. Managers can increase organizational commitment by communicating that they value employees' contribution and that they care about employees' well being (Stinglhamber & Vandenberghe, 2003) . The findings from this study will help senior managers to identify those employee related issues that can slow productivity in the workplace. The Pakistani knitwear industry is highly labour intensive; therefore, prescribed findings of this study will directly impact on the increasing commitment and training strategy of the knitwear units. Furthermore, top management in the knitwear sector who wish to increase the employees' commitment should concentrate on a training structure, formal and informal communication and consideration with their followers. Workers could be interviewed (formal and informal) to determine their perceptions of the management's ability to address these issues. It is also important to foster good communication with employees and establish a comfortable rapport, encourage the employees to offer input and consider carefully what is said (Fox & Dale, 2008) . However, debate is ongoing as how to motivate contractual/temporary employees, which are essential part of knitwear industry.
Summary and Conclusion
Firstly, this study is cross-sectional and therefore takes the one time views of respondents about organizational commitment in the Pakistani knitwear industry. It is suggested that future research should be undertaken on a longitudinal basis. Secondly, trends in knitwear sector exhibit an association of with political condition and global crisis. The knitwear sector crisis was associated with political instability for many years and growing unpopularity of the previous regimes. For example, the second cotton crisis of the 2000s and the accompanying economic decline have seen the dismissal of two governments and growing public disenchantment with government in general. However, there is a hope that change in regime from military to democratic government might bring positive impact on knitwear sector and will impact employees' commitment in general. It is also suggested that government should play a positive role in industry survival. The industry needs low cost abundant energy and an efficient infrastructure with clean water and good roads to remain viable. These are the basics which any government should provide to an industry that accounts for 60% of all the exports of the country (Anonymous, 2007) . Thirdly, limitation can be western-based theories of organizational commitment applied in this study. However, research instruments were adapted and contextualised to acknowledge this limitation. Finally, this study was limited to the knitwear industry in Pakistan and it may be difficult to generalize the results to other sectors of Pakistan.
In conclusion, results of this study identified the notion that, in the sampled group, organizational commitment does vary significantly among the three groups of employees. The significant relationships found in the data are that the managers and the supervisors are more committed than the workers. The findings also suggested that top management might be able to increase the level of commitment in the organization by increasing employee satisfaction with compensation, policies, and working conditions. One way of addressing this could be by increasing the interactions with workers in their workplaces and increasing guided discussions on topics such as safety & security, trainings, participative management programmes, team work and other work related issues ªM=Manager S= Supervisor W= Worker ¹= negative statements and reversed scores.
